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The purpose of this study is to show how job evaluation aids organi¬
zations in the management of their human resources. Job evaluation is
viewed as a means of arriving at a rate of pay which will be seen by
employees and employers as competitive and related to the relative diffi¬
culty of jobs. It is assumed that there are specific characteristics
which are peculiar to each job. In order to determine exactly what differ¬
entiates one job from another, job analysis is employed. Job analysis pro¬
vides data regarding job content, job context, and job requirements; this
activity determines what differentiates one job from another. Those
factors which differentiates one job from another are what differentiates
one pay rate from another. Organizations have become more scientific and
systematic in their operations; for this reason, organizations are increas¬
ingly using job evaluation as a means of determining the value of work and
what activities are necessary to produce a good or service.
The descriptive analysis approach has been employed in this study.
The study has been completed by researching books and journals. Included
in this study is an examination of several job analysis and job evaluation
techniques, and a delineation of the linkage between these two activities.
All methods of job evaluation have the same objective--to arrive
at an equitable rate of pay—but the methods differ in complexity and
means of measuring job worth. Some methods consider the job as a whole,
while others consider units thereof. Some methods place numerical
values on the various aspects of a job while others do not. Some methods
compare jobs to others while others compare jobs to pre-established stand¬
ards. There are limitations to what job analysis and job evaluation tech¬
niques can do. Job evaluators must strike a balance between the advan¬
tages and disadvantages and the limitations of the method used, as well
as organizational needs.
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The purpose of this paper is to examine several job analysis
and job evaluation methods in order to determine how these activities
aid organizations in the management of their human resources. From
time to time organizations find it necessary to examine the duties of
positions to ensure that the duties or demands of the position are
being met and that pay is commensurate with the tasks of the jobs.
The examination of these duties involves job evaluation. Job evalua¬
tion is a generic term for a number of techniques which, by applying
common criteria to job assessment, enables a logical, equitable, and
acceptable hierarchy to be formed.^ The utility of job evaluation is
not limited to the formation of a job hierarchy. It can serve as a
guide in recruitment and selection; it can facilitate reassignments
and reductions in force; it is an effective tool for redesigning
organizational processes; it is useful in forecasting human and fiscal
needs, and in other personnel functions.
Job evaluation is not new. It was first attempted in 1875 by
2
the United States Civil Service Commission. It was after the turn
of the century, however, before any significant interest in the concept
began to develop. Influenced by Frederick Taylor's scientific movement,
employers began to consider wider aspects of productivity and remunera¬
tion. Significant strides in job evaluation schemes were made during
1 Bryan Livy, Job Evaluation: A Critical Review (London: George




the 1920s. The rise of industrial unions in the 1930s and later gave
the impetus necessary to launch it as a major management technique for
determining pay; subsequently* various other uses for job evaluation
were discovered.
Job evaluation techniques are widespread throughout the public
and private sectors, including the armed forces. There are a number of
reasons for its extended usage; some of these are: organizations have
become more scientific and systematic in their operations; the size of
government; competition between the private and public sectors to attract,
hire and retain the best qualified personnel; shortage of skilled manpower
in certain areas; an ongoing critical appraisal of the workforce; build¬
ing a skills inventory; forecasting human and fiscal needs, and discover¬
ing trends in the organization. New jobs tend to emerge due to changes
in social, technological and economic arenas, in job content, and the
passing of older traditional jobs. This makes the process of job evalua¬
tion a dynamic one which must be continuously monitored.
In examining job evaluation, this paper has been divided into five
sections. The section following. Method and Scope of the Study, outlines
the methods of research and the scope of the study; the third section is
a review of the literature in which various methods of job analysis and
job evaluation are described; the fourth section is an analysis of the
ways in which job evaluation aids an organization in the management of its
human resources; the fifth and last section consists of a summary and con¬
clusions.
11. METHOD AND SCOPE OF THE STUDY
The writer has used a descriptive analysis approach in this study.
The study has been completed by researching books and journals. The study
includes the examination of several approaches to and purposes for obtain¬
ing information for job evaluation. Included is an examination of sev¬
eral job analysis methods: (1) The Position Analysis Questionnaire; (2)
The Job Element Method; (3) The Critical Incident Technique; (4) The Func¬
tional Job Analysis Method, and (5) The Department of Labor Method. Fur¬
ther, the study includes the examination of several job evaluation tech¬
niques. The non-quantitative methods examined are ranking and classifica¬
tion (grading); the quantitative methods examined are factor rating,
factor ranking, and factor comparison. Specific quantitative methods
examined are The Hay Guide Chart-Profile Method, The Paterson Decision Band
Method, and The Urwick Orr Profile Method which is a combination of points
and ranking.
The aims of the writer are:
1. To determine how job evaluation aids an organization in the
management of its human resources;
2. To determine what data are generated by the job analysis
methods;
3. To determine how job evaluation techniques are employed in
job assessments;
4. To determine why one method of job analysis/evaluation may
be used rather than another;
3
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5. To discover the strengths, weaknesses, and/or utility of
the methods examined.
III. REVIEW OF THE LITERATURE
Whenever people perform work within an organization, the employer
must arrive at a rate of pay for each job which will be competitive and
which will be seen by the employees as related to the relative difficulty
of their jobs. Most organizations use some type of job evaluation to
determine the relative worth of each job. In order to provide employees
with wages that are commensurate with the demands of the job, organiza¬
tions:
... must be able to determine with reasonable accuracy the
relative worth of each job in terms of the demands that it
makes of the employee who performs it. These demands and
the personal qualifications that the employee must possess
in order to perform the job ... are determined through the
process of job analysis, and are defined in the job specif¬
ications. On the basis of the information contained in
these specifications, the relative worth of each job may be
determined through the process of job evaluation.^
Within an organization, a given job has a place in a hierarchy of
worth. This value system is usually important to employees as well as to
management, because it establishes the basis for equity in compensation.
The results of job evaluation reflect this value by creating a place for
each job within the hierarchy.
The process of job evaluation begins with job analysis. Job anal¬
ysis is a systematic procedure for gathering, documenting, and analyzing
4information about job content, job requirements, and job environment.
3Herbert Chruden and Arthur W. Sherman, Jr., Personnel Management,
3rd ed. (Cincinnati: South-Western Publishing CompanyTT968), p. 545.
^Stephen E. Bemis; Ann Holt Belenky; and Dee Ann Soder, Job
Analysis: An Effective Management Tool (Washington, D .C .: The Bureau of
National Affairs, Inc., 1983), p. 1.
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Randall S. Schuler outlines the steps in job evaluation:
... There are four essential steps in job evaluation. The
first step is a thorough job analysis. This step provides
information about the duties and responsibilities, and about
employee requirements for successful perfonnance on the job.
The second step ... is deciding what the organization
is paying for--that is, determining which factors will be
used to evaluate jobs (although not all methods of job eval¬
uation use factors). The factors are like yardsticks used
to measure the relative importance of jobs. ... factors
help determine what jobs are paid Such factors might
include accountability, know-how, problem solving ability
After the determination of compensable factors, their
relative importance must be decided.
A third step is to choose and adapt a system for eval¬
uating jobs in the organization according to the compensable
factors chosen in the second step....
... the fourth step in the process ... is to decide who
will do the job evaluation and then actually use the evalua¬
tion method ....5
It is through the use of an evaluation method that job assessments are
made.
Job Analysis
Each organization is a collection of jobs divided into specific
duties and responsibilities to which each employee is assigned. In
order to determine exactly what differentiates one job from another, job
analysis is employed. Job analysis provides data regarding job content,
job requirements, and the context within which the job is performed. The
job content identifies and describes the activities of the job such as
the duties and tasks, steps or elements involved in a particular process,
and motions needed to perform the job. Job requirements identify the
skills, knowledges, and abilities (SKAs), physical and other characteris¬
tics which are required to perform the content of the job. The context in
^Randall S. Schuler, Effective Personnel Management (St. Paul, MN:
West Publishing Company, 1983), pp. 338-340.
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which the job is perfonned includes factors such as the purpose, the
degree of accountability or responsibility of the worker, the extent
of supervision received and/or exercised, and the physical demands and
fi
working conditions of the job.
There are several approaches to obtaining information for job
analysis purposes; some of these are outlined below.
Background Research.--This involves a review of existing job
descriptions, training materials, technical manuals, and previous job
studies.
Observation.--This involves spending time observing the employee
at work; this is an excellent way of getting an understanding of the con¬
text or environment of the job. The analyst observes the worker perform¬
ing the job and notes the tasks/duties performed. Observation may be
continuous or based on work sampling.
Individual Interview.—This is frequently conducted concurrently
with observation; the job analyst may interview the worker and confirm
findings with the worker's supervisor. A structured interview form is
generally used to record the information obtained. This method can be
quite time-consuming, requiring up to three hours per interview.
Group Meeting.—One such meeting may be a technical conference
where experts identify what tasks will be performed as a result of tech¬
nological change; the other may be a structured interview whereby job
incumbents and/or supervisors discuss the job.
The Worker Log.--The worker keeps a diary of what he/she is doing
at predetermined times. Snapshots have been taken to show what a large
^Bemis, Belenky, and Soder, Job Analysis, pp. 1-2.
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sample of workers were doing at predetermined times.
The Questionnaire.—A survey instrument may be developed and
administered to individual employees and supervisors or in a group
setting. Having at least two employees complete the questionnaire
independently has the advantage of pointing up discrepancies, which
may be resolved during an interview.
Participation.--If the supervisor or job analyst has performed
the job, he/she in effect, has employed the participation technique.^
In order for job analysis to be useful, sufficient data must be
gathered to provide job descriptions and job specifications. The job
description should be prepared in sufficient detail so that the reader
can understand what is to be done, the purpose of the job, what work
standards apply, under what conditions the work will be performed, and
the task characteristics of the job. The job specifications should in-
8
elude what skills, knowledge, and abilities are needed for each job.
After information has been obtained for analysis purposes, the
job analysis can be made. Following are several methods of analyzing
jobs.
The Position Analysis Questionnaire (PAQ)
This is among the oldest and best-known method of analyzing work
activities. This quantitative method describes jobs in light of what
the worker does in six functional areas as indicated below. Under this
method, workers are asked to assess the degree and extent of their respon¬
sibilities in these areas. Randall S. Schuler outlines the areas which
^Ibid., pp. 2-3.
%chuler. Effective Personnel Management, pp. 90-91.
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are analyzed:
1. Information Input--where and how the worker gets information
(written or visual) used in performing the job;
2. Mental Processes—what reasoning, decision-making, planning
and information processing activities (level of problem-solving) are
involved in performing the job;
3. Work Output—what physical activities do the worker perform,
and what tools or devices are used;
4. Job Context--in what physical or social contexts (unpleasant
temperature or interpersonal conflicts situations) is the work performed;
5. Relationships with Others--what relationships with others
(supervisory or public contacts, etc.) are required in performing the job;
6. Other Job Characteristics--what other activities, conditions,
g
or characteristics are relevant to the job.
According to Gilbert Siegel and Robert Myrtle, the nature and
degree of involvement of the worker in these areas are measured by dif¬
ferent scales:
1. The importance of the work activity to the position under
study;
2. The extent to which the respondent engages in the particular
activity;
3. The amount of time that is spent in a particular work context
or in performing a particular work activity;
4. The probability that a specific hazard or problem will occur;




6. Special scales designed to assess the level of decision¬
making, the nature and extent of supervision received, licensing or
clothing requirements, and the amount of structure inherent in the
taskJ°
A checklist is used to rate each job on the basis of a variety
(194) of descriptors which are related to the six activities outlined
above. The jobs are then analyzed, compared, and clustered.
According to Stephen E. Bemis et al., data from the PAQ may be
analyzed in several ways: (1) for a specific job, individual ratings
can be averaged to indicate the relative importance and the emphasis to
be placed on various job elements; the results can then be summarized as
a job description; (2) elements can be clustered into a profile rating
on forty-five dimensions. The resulting profiles or job dimensions
scores can be used in subsequent analyses to compare a job to others which
are part of a larger data base; (3) estimates of aptitude requirements can
be made by reference to a data base on which both PAQ analyses and General
Aptitude Test Battery validation studies have been conducted; job evalua¬
tion points, used in establishing compensation rates for jobs, can also be
estimated; (4) although currently available only for research purposes,
the elements can be analyzed and linked to an existing data base to deter¬
mine the degree to which seventy-six human attributes are required to per¬
form the job; (5) an occupational prestige score can be computed.^^ The
data is analyzed with the aid of a computer, therefore, knowledge of com¬
puter operation and statistics is helpful in interpreting the results.
^^Gilbert Siegel and Robert Myrtle, Public Personnel Administra¬
tion: Concepts and Practices (Boston: Houghton, Mifflin, 1985), p. 73,
^^Bemis, Belenky, and Soder, Job Analvsis. p. 31.
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The utility of this method is that it generates data useful for
employee selection, performance appraisal, grouping of jobs into fami¬
lies, career development and training, job design and restructuring, and
12
determing the similarity of jobs.
The Job Element Method
This method requires gathering and quantifying the experience of
workers and supervisors. It focuses on the characteristics or elements
a worker uses in performing a job. The elements usually considered are:
skill, knowledge, ability, willingness, interest, and personal character¬
istics. The method involves the following:
1. A panel of workers/supervisors identifies the elements used
in performing a job;
2. Individual panel members rate the elements using the following
factors: (1) barely acceptable (what portion of these workers are good in
the elements); (2) superior (how important is this element in selecting
superior workers); (3) trouble (if this element is ignored in selecting
applicants, how much trouble will this cause); (4) practical (is this
element practical).
3. Analysis of Elements—the above four factors are analyzed and
scored to identify these elements (and sub-elements which define them)
that have the greatest potential for selecting superior applicants. Cal¬
culations may be done manually or on a computer.
The utility of this method is that it describes the levels of
skills, knowledges, abilities and personal characteristics required to




can be used for selection, test development, performance appraisal,
training and development, and the preparation of job descriptions. The
method is also used to assess an applicant's qualifications and to pro¬
vide procedures for identifying those job requirements. The strength of
this method lies in its focus on the attributes necessary for successful
work performance.^^
The Critical Incident Technique
This method focuses on the behaviors or activities necessary for
successful job performance. The analysis involves two basic steps: the
identification of critical incidents, and the classification of critical
incidents.
Identification of Critical Incidents.--!dentification is made of
those behaviors which are effective/ineffective in accomplishing the aims
of a job; these are obtained from supervisors, incumbents and others who
observe and/or analyze job behavior. The descriptions of these incidents
include information about the circumstances leading up to an incident,
what a worker actually did, and why the behavior was effective/ineffective.
Classification of Critical Incidents.--The various descriptions of
specific behaviors are collected for each job and are reviewed and grouped
into categories of general behaviors. The grouping of the data depends on
its intended use.
A determination is then made that the descriptions of the position
under study represent effective or ineffective performance. These descrip¬
tions are then clustered into different job dimensions (duties and respon¬
sibilities). Once this is complete, the items are scaled and a survey
^%iegel and Myrtle, Public Personnel Administration, p. 71.
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method developed. The descriptions may include the content of the job,
the particular skills, knowledges, abilities, physical characteristics
1 5
used, or the context within which the job was performed.
The utility of this method is that it generates data useful for
the identification of training needs, curricula development, job and equip¬
ment design, selection, and performance evaluation.
The Functional Job Analysis (FJA) Method
Conceived and designed by Sidney A. Fine, and conducted under his
direction during 1950-1959, JFA was developed by the United States Training
and Employment Service and the United States Department of Labor. The
effort was undertaken to develop the Dictionary of Occupational Titles of
1965. The Dictionary provides information for resource planning, recruit¬
ment, selection, placement, performance evaluation, training, and job
design. The purpose of this method is to analyze the nature of jobs in
terms of data, people, and things. Stephen E. Bemis et al. outline the
steps in the FJA process:
1. The identification of the organization's overall purposes,
goals, objectives, resources, and constraints;
2. The identification and descriptions of tasks, i.e., what a
worker does that reflects the system's orientation;
3. The analysis of tasks; this provides a means of assessing
and describing the level and the orientation of what the worker does that
relate to data, people, and things. The worker's level of reasoning, mathe¬
matics, and language are also analyzed.
^^Ibid., p. 72.
^^Bemis, Belenky, and Soder, Job Analysis, p. 26.
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4. Development of performance standards--tasks statements and
orientation provide the basis for determining descriptive and numerical
performance standards; this defines the criteria for assessing the results
of a worker's tasks;
5. Development of training content—this method distinguishes
among functional, specific content, and adaptive job requirement skills?^
Job requirements, the functional and specific content skills
and knowledge needed to perform a task, are identified thorugh
inference, drawing directly on information in the task statement
with the scale ratings serving as reference points for consistency
and standardization. Adaptive skills are not identified for spe¬
cific tasks as part of the standard analysis
FJA data is ... based on a review of background and reference
material, interviews with workers and supervisors, and direct
observation of the work as it is performed. The technique includes
procedures for group review and for 'editing' of the task data by
subject matter experts as well as by analysts to assure its vali¬
dity and reliability.'7
The results of FJA may be used for a number of purposes, including:
identification of training needs; design of training and educational curri¬
cula; job and career design; assessing and restructuring tasks, jobs, and
work processes, and the development of selection and evaluation instruments.
The Department of Labor (POL) Method
The DDL method was originally designed to gather, document, and
analyze information about jobs throughout the economy for inclusion in the
Dictionary of Occupational Titles of 1965, and later in the 1977 edition.
Under this method jobs are described in terms of work performed (job-content
data) and worker traits (job-requirements data). Within each category, more




Bemis and others describe this method below. The sub-categories under work
performed are:
Worker Functions.--What workers do in the performance of a job with
regard to three categories: (1) information and ideas (data); (2) interper¬
sonal communication (people); (3) using tangibles (things). (The reader will
note that this method also focuses on data, people, and things, but with a
different emphasis.)
Work Fields.—The characteristics of the machines, tools, equipment,
and work aids used and the techniques employed in the performance of a job;
Machines, Tools, Equipment and Work Aids.--The devices and instru¬
ments used in performing a job;
Materials, Products, Subject Matter, and Services.—The basic
materials used, the final product made, and the service provided in terms of
fifty-five groups and 580 categories;
Tasks.—The specific descriptions of job content.
The sub-categories under worker traits are:
General Education Development.--Those aspects of education which
contribute to a worker's reasoning development and ability to follow instruc¬
tions, and the acquisition of 'tool' knowledges such as mathematics and
language skills;
Specific Vocational Preparation.--The amount and kind of preparation
required to learn the techniques, acquire the information, and develop the
facility needed for successful performance in a specific job situation;
Aptitudes.— The specific capacities or abilities required of an
individual to facilitate the learning of some task or job duty;
Temperaments.--The adaptability requirements made on the worker by
specific types of job situations;
16
Interests.—The worker's preference for certain kinds of experi¬
ence and job situation;
Physical Demands.—The physical capacities required of workers to
enable them to perform in specific job situations;
Environmental Conditions.—Those physical surroundings of a job
18
situation that make specific demands upon workers' physical capacities.
This method was developed to provide occupational information to
federal and state employment services. It was felt that the method was
equally applicable to any job analysis project regardless of the intended
utilization of the data. However, Stephen E. Bemis and others state that:
.... despite its intended applicability, the method does not pro¬
vide sufficient job-related information for all of the purposes.
It is particularly inadequate with regard to selection-related
applications, given the current legal, judicial, and regulatory
climate. The method does not provide a means for clearly linking
and documenting the relationship between job requirements and
specific examples of job content. Although tasks are identified,
they serve only as the basis for whole job ratings on the various
scales used and are not rated individually. This also lessens
the utility of the method for effective structuring and restruc¬
turing of jobs. The DDL method is not intended to provde suffi¬
cient contextual information for classification .... In fact,
the analyses are generally conducted with an existing job classi¬
fication structure.
Despite the criticisms levelled against the DDL, it provides data
useful in applications related to the identification of training needs,
development of training curricula, recruitment and selection, vocational
counseling, job restructuring, performance evaluation, and the development
20of work site safety measures.







the next step in the job evaluation process is to adapt a system of job
evaluation for assessment purposes. The next section describes several
approaches to job evaluation.
Job Evaluation Techniques
In preparation for the job evaluation process, the organization
must decide on a job evaluation technique. The technique utilized should
be simple enough so that all employees understand the process. At the same
time, the method should be capable of adequately assessing the relative
values of all of the possibly widely different jobs. In selecting a scheme,
management should be concerned about organizational objectives as well as
the limitations of the different techniques. The writer offers some simple,
non-quantitative methods as well as some relatively complex methods.
Ranking.--Ranking may begin by identifying benchmark (key) jobs.
Since benchmark jobs are those against which all others will be compared,
they should represent a wide range of job requirements and should be
selected at various levels in the organization. After the key jobs have
been identified, it will be necessary to determine whether the other jobs
are more, less, or equally important, and rank them accordingly. When a
hierarchy begins to emerge, ranking will require that comparisons be made
against jobs which have been placed as well as the benchmark jobs. An
example of ranking is provided below.
Ranking is basically a simple process, but can become quite cumber¬
some when many jobs are being considered. Bryan Livy suggests that:
... in large organizations ... there are ways of getting to grips
with large-scale ranking. One is to treat functional divisions
of 'job families' separately Another is to adopt the tech¬
nique of paired comparison. By this method each assessor ranks
each job in turn against all the others to be evaluated The
advantage is that it ensures that every job is considered on a
comparative and individual basis with every other job and not just
18
EXHIBIT 1
JOBS RANKED AROUND KEY JOBS
M HHK Ksyjobt
Other jobs
Source: Bryan Livy, Job Evaluation: A Critical Review
(London: George Allen and Unwin Ltd., 1575),
p. 58.
with benchmark jobs .... The snag is that it is exceedingly
cumbersome, and the degree to which it is time-consuming
increases proportionately with size.21
Ranking is achieved through the examination of whole jobs. This
method does not assign measurable scores or point values to jobs, but estab¬
lishes the number of pay classes and their relative position to form a hier¬
archy of jobs. Ranking ensures that similar jobs are evaluated similarly
but does not allow for differences in the nature of work. Generally, raters
set up cards which bear the job titles and descriptions, and then use a
method of paired comparison. No other measuring scale is used. The method
indicates whether one job is more or less demanding of an individual or more
21l ivy. Job Evaluation: A Critical Review, p. 55.
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or less important to the organization.
The use of this method assumes that differentials do not matter. A
grade demarcation line is largely a matter of one's judgment, of convenience,
or custom. The method requires a minimum input of time and resources as com¬
pared to quantitative methods; it is best used in simple, clear-cut organiza¬
tions since it is impossible to quantify the various ranks in the job hierarchy.
It is basically the simplest method of job evaluation examined in this study.
A weakness of this method is that it perpetuates anomalies. Despite this weak¬
ness, however, the method works. The most important weakness in ranking is
that it does not define or describe differentials in jobs. According to J.
Walker Morris, "A sound job evaluation system will not only show similarities
between jobs, but will also show and evaluate the differences between jobs.
22
Ranking can never do this ...."
Classification (Grading).—The classification method was started
from work done in the Bureau of Personnel Research at the Carnegie Institute
of Technology in 1922. This system emphasizes the allocation of jobs to
classes. According to Dale Yoder, the evaluation begins with an overall view
of all jobs as a basis for the identification of major salary or wage classes.
For each class, a general specification is prepared, indicating the types of
work and responsibility that will be included. The description for each job
class represents the scale against which the specifications for the various
jobs are compared. Salary ranges are tentatively specified for each class
23
and subclass. This system permits jobs to be classified and grouped
22
0. Walker Morris, Principles and Practices of Job Evaluation
(London: Heinemann, 1973), p. 120.
23
Dale Yoder, Personnel Management and Industrial Relations, 6th
ed. (Englewood Cliffs, N.J.: Prentice-Hall, 1970), p. 635.
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according to a series of predetermined wage classes or grades. Two types of
classification are commonly used. First, jobs are divided into generic occu¬
pational classifications. Second, within each generic occupational classifi-
24
cation, jobs are differentiated according tothelevel of responsibility.
The number of classes required for the system depends upon the range of duties,
responsibilities, skills and other requirements that exist among the jobs to
be evaluated. Exhibit 2 illustrates a classification scheme.
EXHIBIT 2
CLASSIFICATION OF AN ORGANIZATION INTO GRADES
Source: Bryan Livy, Job Evaluation: A Critical Review
(London: George Allen and Unwin, 1975), p. 65.
This system is used extensively in small organizations, however, it
is also used by the three levels of government. The federal government uses
this system to classify jobs into general schedules for clerical and
^^Donald E. Klinger and John Nalbandian, Public Personnel Manage-
ment: Contexts and Cases, 2nd ed. (Englewood Cliffs, N.J.: Prentice-Hall,
1565'), pp. 160-161.
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professional jobs and wage grades for technical and laborer positions.
State jobs are generally classified into administrative, clerical, public
safety, health professionals, and laborers. Local government employees
are usually classified according to the development of collective bargain¬
ing units except where exempt or not covered by collective bargaining agree-
25
ments.
The system overcomes some of the shortcomings of the ranking method
by providing a defined and graduated scale of criteria against which jobs
can be compared and sorted into pay grades. On the other hand, grading suf¬
fers from some of the same limitations as ranking. In many cases there are
inadequate job descriptions. Whole jobs are classified and there is no
systematic attempt to differentiate the grades or to examine the relation-
ship between them. Another weakness of this system is the difficulty of
writing good grade descriptions. The grade description must be so general
that it will enable the classification of many different types of jobs,
unless many series or clusters are created. Still another weakness is that
many jobs have duties which may fall into more than one grade. The rater
then averages out the duties, thus putting the entire job into one grade
when in fact it could just as well have been placed in another.
Points Rating.—The factors usually considered under this method
are: mental demands, training, experience, effect of error, personal con¬
tacts, and job conditions. A manual, which describes these factors, is
used under this system. If a manual is not in existence, one must be
developed. Once complete, tlhe manual maybe used for a number of years. The
25ibid., p. 160.
26
Morris, Principles and Practices of Job Evaluation, p. 122.
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manual provides scales and yardsticks for each degree of each factor, and
prescribes the weighting to be applied to each element.
Under this method, factors are defined, after which it is necessary
to indicate the degrees of each factor. Degrees permit raters to decide
upon the level of a factor in a given position. A decision must be made
regarding the relative value of the different factors. The relative points
(weight) given a factor indicates the relative importance of that factor.
The assessment panel members first rank factors and then allocate a certain
number of points to them. If the total points awarded is more or less than
the total points allocated, then there must be an alteration of job worth
factors or the point value of the factors to equal the total number of
points allocated. Exhibit 3 provides an example of points rating.
A valuable result of this method is the development of a job' evalua¬
tion manual which outlines the factor and degree definition as well as point
values. The use of a manual forces job raters to consider individual fac¬
tors rather than the job as a whole or the job's incumbent. However, the
system may omit elements that are important to accurate evaluation. Another
negative aspect of this system is that arbitrary weights are attached to
various degrees and the factors by specifying maximum and minimum points.
A third criticism is‘the creation of two or more sets of yardsticks, which
can be confusing. A fourth criticism of this method is its sophistication;
its sophistication makes it expensive to install without the assistance of
consultants. However, the method is widely used. Its popularity is attri¬
buted to its wide use by trade associations and consultants who work with
27
large organizations. An advantage of this plan is the longevity and
27Edward B. Shils, "A Perspective on Job Measurement," Handbook on
Wage and Salary Administration, 2nd ed., Milton L. Rock, ed. (New York:
McGraw-Hill, 1984), p. 8/6.
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EXHIBIT 3
EXAMPLE OF POINTS RATING METHOD
Compensable Tst 2n3 3r3 5th
Factors Degree Degree Degree Degree Degree
Basic knowledge 15 30 45 60 —
Practical experience 20 40 60 80 —
Complexity and judgment* 15 30 45 60 --
Initiative 5 10 20 40 --
Probable, errors 5 10 20 40
Contacts with others 5 10 20 40
Confidential data 5 10 15 20 25
Attention to functional detail 5 10 15 20
Job conditions 5 10 15 --
For supervisory positions only
Character of supervision 5 10 20
Scope of supervision 5 10 20 — —
♦COMPLEXITY AND JUDGMENT
This factor appraises the scope and complexity of the job in terms of the
consistent variety of functions, their intracacy and general level of import¬
ance. It appraises also the amount of discretion and judgment involved, as
measured by the importance of reconmendation preliminary to or tantamount to
decisions. It is frequently referred to as the 'headwork' factor.
1st Degree - 15 rating points: Simple repetitive duties involving little or
no choice as to course of action and requiring only common sense judgment in
carrying out detailed instructions
2nd Degree - 30 points: Routine duties which generally follow a prescribed
course of action or involve the application of readily understood rules and
procedures. Standard practices restrict independent action and judgment to
a limited number of procedural decisions.
3rd Degree - 45 rating points: Semi-diversified work involving a thorough
practical knowledge, of a restricted field of activity, and which involves
decisions based on a wide range of procedures and the analysis of facts
in situations to determine what action should be taken, within the limits
of standard practice.
4th Degree - 60 rating points: Work is. diversified and involved. Duties
require independent thought and action in working toward general objectives
which, in turn, may necessitate devising new methods or in modifying or
adapting standard principles and practices to new or changed conditions
common to administrative, executive, professional or sales function. Re¬
quirement for discretion and judgment in making decisions in general are
based upon precedent or standard operating policies and procedures.
Source: Randall S. Schuler, Effective Personnel Administration,
8th ed. (New York: Harper and Row, 1983), p. 342.
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stability of the rating scales. With use, the plan should increase in
accuracy and consistency.
Factor Ranking.--This system resulted from the work of the Federal
Job Evaluation and Pay Review Task Force, as authorized by Congress in
1970. Since the mid-1970s, jurisdictions making changes in their system
of job analysis and position classification have, with few exceptions,
28
adopted some form of factor ranking as proposed by the Task Force.
Typical factors considered under this method are knowledge required,
skill, amount of personal contacts, and physical requirements. The job
dimensions are the major focus of the analysis, and numerical values are
assigned to jobs based on the existence and character of the various job
factors.
Under this method, benchmark jobs are identified. Classification
is based on the whole job ranking and the total points assigned to each
benchmark job. Positions are grouped so that they can be allocated to
salary ranges. Raters must identify the job clusters that exist according
to the total points of the various benchmark jobs. Raters then must ensure
that from a qualitative perspective, all positions in a cluster are of the
same level of difficulty and responsibility and are of the same pay range.
Following that, a conversion table must be constructed to illustrate point
score range, points assigned, pay range, and skill level.
An advantage of this method is that the benchmark jobs describe sub¬
systems. These descriptions demarcate subsystems in that they are presented
in terms of factors and show critical differences in those factors. This
method is more complex than the ranking and classification methods. It is
28
Dennis L. Dresang, Public Personnel Managment and Public Policy
(Boston: Little, Brown, and Company, 1984), p. 149.
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extremely time-consuming. This method of evaluation is for the expe¬
rienced evaluator, one who is thoroughly familiar with the process.
Factor Comparison.—This method was designed by Eugene Benge
around 1926. As with points systems, it permits the rater to accom-
29
plish the job by evaluating factor-by-factor. To determine compen¬
sation, the present rate of pay is divided among the factors; each fac¬
tor is assigned a rate of pay (see Exhibits 4 and 5).
This system requires the organization to define a series of com¬
pensable factors, usually mental and physical requirements, skill,
responsibility, and working conditions. Key positions are defined and
ranked under each of the factors, and later, other jobs are ranked in
reference to the key jobs. Instead of beginning with an established
point scale, a factor comparison scale must be developed as part of the
job evaluation process. This system differs from the points system in
that the specifications of the job to be evaluated are compared against
the specifications of key jobs within the organization which serve as
the job evaluation scale.
J. Walker Morris outlines the steps in the factor comparison
method; (1) select the key jobs; (2) rank the key jobs by each factor;
(3) apportion and rank the wage rates of key jobs among the factors; (4)
compare factor ranking of jobs with wage apportionment rankings; (5)
construct factor comparison scale using key jobs; (6) evaluate non-key
30
jobs on the scale. Under this method, job-to-job comparisons are made
as under the ranking system.
29
Chruden and Sherman, Jr., Personnel Management, p. 555.
30
Morris, Principles and Practices of Job Evaluation, pp. 34-36.
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EXHIBIT 4
EXAMPLE OF PERCENTAGE ALLOCATION OF FACTORS
Job Skill Responsibility Effort
Working
Conditions
A 45 20 20 15
B 20 25 30 25
C 25 5 35 35
D 65 25 5 5
E 15 15 40 30
F 30 40 20 10
G 55 15 10 20
Source: Extracted from J. Walker Morris, Principles and
Practices of Job Evaluation (London: Heinemann,
1973), p. 132.
EXHIBIT 5















A 18.00 45 8.10 20 3.60 20 3.60 15 2.70
B 15.00 20 3.00 25 3.75 30 4.50 25 3.75
C 15.00 25 3.75 5 0.75 35 5.25 35 3.25
D 19.00 65 12.35 25 4.75 5 0.95 5 0.95
E 16.00 15 2.40 15 2.40 40 6.40 30 4.80
F 19.00 30 5.70 40 7.60 20 3.80 40 1.90
G 18.00 55 9.90 15 2.70 10 1.80 20 3.60
Source: Extracted from J . Walker Morris, Principles and
Practices of Job Evaluation (London: Heinemann,
1973), p. 134.
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A criticism of this method is that it utilizes key jobs and many
times jobs change unnoticed over time; evaluators then use invalid key jobs.
Another criticism is the number of steps necessary to build the job com¬
parison scale from key jobs.
The Hay Guide Chart-Profile Method.—This method was conceived by
the Hay Group, management consultants, in the early 1950s, and is similar
to the factor ranking method. Under this method, the job content of posi¬
tions is studied, and then point values are assigned to each aspect of job
content. Several dimensions and factors of the job are considered. Alvin
0. Ballak explains the factors and their dimensions:-
1. Know-how: Technical knowledge requirements; leadership or super¬
visory demands; quality of human relations skills
needed. (This includes the total of every kind of
capability or skill needed for successful job perform¬
ance.) There are three dimensions to know-how:
a. Practical procedures, specialized techniques and
knowledge within occupational fields and profes¬
sional or scientific disciplines;
b. Integrating and harmonizing simultaneous achieve¬
ment of diversified functions within managerial
situations occurring in operating, technical,
support, or administrative fields;
c. Active, practicing person-to-person skills in work
with others.
2. Problem-solving: Problem solving challenges and procedural con¬
straints in problem solving. (This includes the use
of knowledge required by the job to identify, define,
and resolve problems.) The dimensions are:
a. The environment in which thinking takes place;
b. The challenge presented by the thinking.
3. Accountability: Levels of freedom to act to fulfill job objec¬
tives; impact of actions on the organization as a
whole. (This includes answerability for actions and
for the consequences thereof; it is the measured effect
of the job on end results of the organization.) This
has three dimensions:
28
a. Freedom to act--the extent of personal, proce¬
dural, or systematic guidance or control of
actions in relation to the primary emphasis of
the job;
b. Job impact on end results--the extent to which
the job can directly affect actions necessary
to produce results within its primary empahsis;
c. Magnitude--the portion of the total organiza¬
tion encompassed by the primary emphasis of the
job.
4. Working Conditions.--Environment in which the job is performed;
level of physical effort involved; hazards present
in the job. (This is used for those jobs where
hazards or unpleasant environments exist.)31
Under this method, raters evaluate benchmark positions in terms of
factors, on a geometric scale with a ratio of approximately 15 percent
between increments in the series. Percentage points are assigned to know¬
how, problem-solving and accountability. The job profile is that portion
of know-how, problem-solving, and accountability which makes up the total
job.
For the factors of know-how and accountability, points scales are
allocated, while problem-solving is treated as a percentage of know-how.
Each job is then rated under each criterion, and jobs are plotted on charts
to show the job structure in quantitative terms. A job profile should show
the relationship between inputs and outputs, the relationship between the
individual's know-how necessary to perform the job, the amount of problem¬
solving required, and accountability.
There are two means of assessing the accuracy of the evaluation.
First, one can note the points determined for a given job, relative to sim¬
ilar jobs and to jobs that are more or less important. Second, by relying
^^Alvin 0. Beliak, "Specific Job Evaluation Systems: The.Hay Guide
Chart-Profile Method," Handbook on Wage and Salary Administration, 2nd ed.
Milton L. Rock, ed. (New York: McGraw-Hill, 1984), pp. 15/2-15/4.
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on one's understanding of the nature of jobs, one can assess the job's
array on the factors and make an independent judgment as to the validity
of the evaluation. Judgments are made for the purpose of ranking jobs
and establishing the distance between ranks--to establish the relative
importance of positions within the organization.
This method attempts to combine job evaluation and external com¬
parison of market rates. It is applicable mainly to managerial, admin¬
istrative and executive jobs. It compares the relative importance of
salaried jobs to each other and to the total organizational objectives.
Under this method, it is assumed that a measure of accountability exists
in any management job; that successful performance will require a degree
of knowledge and experience in order to analyze problems and come to con¬
clusions about proper courses of action; and that problem solving is an
inherent job factor. It is also assumed that these three aspects are
the key elements in any managerial job, and when evaluated under this
method, a profile of each job can be constructed.
This method is flexible in that the guide chart permits the
adjustment of the length of the scales to fit each organization; a lan¬
guage scale may be constructed to reflect the character and structure
of the organization. The profile can be used for inter- and intra-
32
organizational comparisons.
A substantial number of organizations have relied on this method
for up to twenty-five years.. Among the long-term users are federal, state,
and municipal governments. While the application is most common for
32
Beliak, "Specific Job Evalaution Systems: The Hay Guide
Chart-Profile Method," p. 15/7.
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exempt positions, there is widespread use for non-exempt clerical and
33
office positions and growing use for blue-collar workers.
The Urwick Orr Profile Method.--This method was designed by
Urwick Orr and Partners Ltd., management consultants of the United
Kingdom, in 1960. It was undertaken in the British Steel Corporation
following nationalization of the industry. The initial purpose of this
method was to:
Test the feasibility and viability of the scheme in an inte¬
grated works to gain first-hand experience of operating the
scheme on a joint management-union cooperative basis and to
elicit reactions from the remainder of the workers.
The method was developed following general dissatisfaction on the
parts of management and workers regarding the design, application and
maintenance of job evaluation systems. According to J. Walker Morris,
the dissatisfaction was that:
1. People tended to consider job evaluation as a scientific tech¬
nique; some points assessment systems appeared to encourage rigidity;
2. The usual characteristics found in points systems tended to
overlap, and did not always represent the range of work in an organiza¬
tion;
3. Wide ranges of points in some systems made it hard to be con¬
sistent in large organizations where assessments were made by different
groups;
4. Points assessments took a very long time to apply;
5. In systems with points, it was hard to assess whether or not
job changes significantly affected the level of skill required to do the
work;
34l ivy, Job Evaluation: A Critical Review, p. 116.
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6. A single point could alter the grade allocation of a job.
This method is a combination of points rating and ranking. It
involves the selection of benchmark jobs to represent the range of jobs
to be evaluated. These jobs are then rated according to six generic
factors: responsibility, knowledge, mental demands, social demands,
physical demands, and work environment. Individual generic factors are
scored on a four-point scale: basic, moderate, high, exceptional. A
number of sub-factors may be employed, if necessary. The raters generally
ignore minor differences in work but concentrate on the basic differences
between jobs.
Benchmark jobs are ranked according to the value of their total
scores. The whole jobs are then ranked and the two sets of results are
compared and reconciled. If discrepancies occur, these may be resolved by
reconsidering the weighting of sub-factors. This is done by making paired
comparisons of unweighted jobs on the four-point scale arid feeding the data
into a computer to determine that the solution is most consistent with the
rank order agreed on by the raters. The jobs are then presented as a pro¬
file of point scores.
This method has a straightforward approach to job evaluation.
Because of its approach, the evaluation can be carried out easily and
speedily. A disadvantage of the method is that it usually requires the
services of a consultant in the application process.
35
Morris, Principles and Practices of Job Evaluation, pp. 183-
184.
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Livy, Job Evaluation: A Critical Review, p. 117.
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The Paterson Decision-Band Method.—Developed by T. T. Pater¬
son, this single-factor job evaluation scheme emphasizes decision¬
making as the factor that differentiates all jobs. Paterson criti¬
cizes conventional techniques on the grounds of their subjectivity,
arbitrary methods of analysis, frequent inappropriateness, and their
inability to compare unlike jobs with theoretical validity. He pro-
37
poses decision-banding as the answer. Under this method, decision¬
making falls into six bands that correspond to organizational levels.
Exhibit 6 illustrates this banding.
Paterson's bands are referred to as bands E, D, C, B, A, and 0.
He explains his bands: Band E represents the policy-making element of
the organization; decisions are limited or constrained only by law.
Band D are the individuals who plan how to carry out a policy. Within
the limits of the plan. Band C decides what is to be done, the number
of persons to be allocated, and costing procedures, etc. Band B repre¬
sents individuals who decide how to do those things decided by an inter¬
pretive decision. Band A are those individuals who make decisions on
operations that go to form a process. Band 0 represents the individual
who make decisions on elements that make up an operation—decisions
made by employees who have been taught what their operations are and how
to carry them out. These are decisions which can be learned within a
short period of time.
37
Siegel and Myrtle, Public Personnel Administration, p. 119.
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T. T. Paterson, Job Evaluation: A Manual for the Paterson




Band Kind of Decision Employee's Position Grade
E Policy making Top Mgt. Coordinating 10
Policy 9
D Programming Sr. Mgt. Coordinating 8
Programming 7
C Interpretive Mid Mgt. Coordinating 6
Interpretive 5
B Routine Skilled Coordinating 4
Routine 3
A Automatic Semi skilled Coordinating 2
Automatic 1
0 Defi ned Unskilled Defined 0
Source: T. T. Paterson, Job Evaluation: A Manual for the
Paterson Method, Vol. II (London: Business Books Ltd.,
1978), p. 4.
Paterson's approach to job evaluation involves four main stages;
(1) establishment of job bands (according to decision type and structure);
(2) job analysis (examining the content of jobs); (3) job grading and sub¬
grading (the ranking of jobs); (4) job assessment (ascribing monetary
values).
According to Bryan Livy, the decision making content of jobs is
determined from job analysis, and the job is placed in the appropriate
band. Within a level of job, a certain task is felt to be particularly
difficult or more important than others. Paterson proposes a decision
count which considers work of "relative complexity" or "relative import¬
ance." A more subjective count-ranking technique may be applied, a mix¬
ture of counting and ranking, or simply conventional ranking, to determine
the relative complexity and/or relative importance in decision making
39
between jobs.
39l ivy. Job Evaluation: A Critical Review, p. 110.
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A decision of one grade is coordinated with others of a related
nature by the decision of a higher grade. Decisions are progressively
more difficult to make from grades 0 to 10, and are progressively more
important to the organization. Decisions are rewarded accordingly,
i.e., the basic pay for one grade is more than that of the grade of the
next lower number. Grades are numbered 0 to 10, but may be sub-graded on
the basis of frequency of decision making, or according to the lowest,
middle and highest level of decision making. The jobs can be compared on
the basis of the kinds (and number) of decisions made.^^
Paterson believes that skill brought to the job, conditions under
which the job is performed, etc. should not be taken into consideration.
What should be taken into consideration is the same criteria for determin¬
ing base rate of pay used for all jobs--decision making, and that there
should be no room for double standards--one for managers and one for other
workers.
Paterson has been criticized on the grounds that decision making
is not important to all positions, that other factors may be more important
depending upon the nature of the jobs. An advantage of this method is
that it is simple to apply and explain. A problem with the method is that
it is difficult to document the frequency of decision making.
In this section the writer has described a number of job analysis
and job evaluation techniques which provide a wealth of data which are use¬
ful in various management functions. The next section describes how the
total job evaluation function aids an organization in the management of
its human resources.
40 Ibid.
V. ANALYSIS: HOW JOB EVALUATION AIDS MANAGEMENT
There are a number of reasons for job evaluation, but the primary
one is that management wishes to pay employees, "equitably," for their
services. Equitable pay enables an organization to compete more success¬
fully for the best qualified personnel; it is an incentive for employees
to remain and grow in an organization; it is an incentive for employees
to maintain high quality and quanity of productivity. Another reason
for job evaluation is that management assumes that work has some worth,
and that it is worthwhile to find out what this work is worth. A third
reason is that management assumes that there are specific characteristics
which are peculiar to each job, and it would like to know what these are.
Job evaluation provides the answer.
The writer has indicated that job analysis provides data regarding
job content, job requirements, and job context. In order to be analyzed,
jobs must be broken down into their component parts. Only when this is
done--the analyzing of every aspect of the job--can the job analysis func¬
tion be complete. When this is done, job analysis is meaningful and bene¬
ficial to an organization. This activity documents what duties are in¬
volved in performing a job, the purpose of the job, the reason for it, its
relationship with other jobs, what SKAs are necessary, etc. This analysis
identifies each motion and activity associated with performing each part
of the job; it enables management to understand what activities are neces¬
sary to produce a good or service.
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The writer has also indicated that the various job analysis
methods generate data which aid management in a number of ways. This
section shows how job analysis aids management in recruitment and selec¬
tion; career planning, training, and development; reassignments and
reductions in force; redesigning organizational processes; forecasting
human and fiscal needs, and performance appraisals. This section also
shows several of the many ways job evaluation aids organizations in manag¬
ing their human resources.
Recruitment and Selection.—Selecting qualified individuals to
fill entry and promotional positions requires a thorough knowledge of the
work to be done, the qualifications needed to perform the work, and the
context in which the job will be performed; job analysis provides this
information. From job analysis data job descriptions and job specifica¬
tions may be written. When job dimensions and worker qualifications are
known, selection devices can be developed. Job analysis data provides
the organization with factual and scientific bases for determining the
job relatedness of a particular selection device and for validation of
specific testing procedures. This information enables management to deter¬
mine recruitment needs and to develop profiles of individuals to fill
positions. Job analysis facilitates the setting of qualification require¬
ments, pay levels, examination, and final selection and placement of indi¬
viduals. Selection devices developed on the basis of job analysis are
more job related and meet legal requirements. Job analysis enables
management to increase its success rate in recruitment and selection by
reducing the number of underqualified or overqualified job applicants.
Career Planning, Training, and Development.--One of management's
concerns in meeting human resources requirements is the assignment of
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employees to jobs that are appropriate to individuals' talents and needs,
and to the requirements of the organization. It is believed that once an
individual is assigned a job, he/she can be developed; his/her perform¬
ance will improve if given additional and appropriate training. The pur¬
pose of training and development is to remove deficiencies that are the
result of employees' inability to perform at desired levels, and to pre¬
pare them to assume greater responsibilities. Job analysis data outlines
performance standards. Job analysis data provide the basis for identify¬
ing training needs and curricula to remove deficiencies. Training needs
may be identified through performance appraisals, i.e., comparing the
current performance with the desired performance.
Based on the content and contextual data, management may determine
how and under what conditions competencies are utilized. Based upon the
job duties, SKAs, qualifications and experience, and performance appraisals
management is able to determine the potential of an employees, establish
career paths, develop training curricula, as well as determine the jobs to
which employees may aspire.
Reassignments and Reductions in Force.--In reassignments and reduc
tions in force, job analysis data facilitates these activities by helping
management to match individual talents with organizational needs. Job
analysis identifies what qualifications are needed for each job, as well
as the current employees who possess these qualifications. It identifies
the key and non-key individuals, the routine and more demanding duties.
This permits the replacement of higher skilled workers with lesser skilled
ones, thus reducing fiscal outlay for personnel services. Additionally,
job analysis provides information on job content which aids in pointing up
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instances of duplication, overlapping, and inconsistencies in work pro¬
cesses.
Job analysis provides minimum acceptable standards of performance,
identifies tasks to be performed and skills needed to perform the job;
this information enables management to evaluate the employee's potential
for doing other jobs. Justification for a job is provided in the job
description. The job description outlines the SKAs needed to perform the
job. With this information, management can identify those workers with
capabilities that it wishes to reassign or move laterally, as well as
those to terminate. The results obtained from job analysis provide justi¬
fication for job, for eliminating jobs as well as the job incumbents.
Redesigning Organizational Processes.—Changes take place within
an organization over time. Goals, procedures, and mission may change; new
techniques, new technology, and new equipment may be introduced. These
result in changes in job content, job requirements, and job context. Job
analysis is useful in structuring and restructuring work of the organiza¬
tion or units thereof. Job analysis data, in combination with job context
data, provide information about the flow of work, tools and equipment, and
new techniques required in the performance of the job. This information
enables management to: identify available or needed skills; accommodate
new technologies and equipment; redesign jobs to accommodate protected
groups such as minorities and the handicapped; provide alternative work
patterns such as flextime and job sharing, and meet organizational produc¬
tivity goals. Job analysis identifies the individuals with the SKAs
needed to perform jobs as well as those with the potential to do so.
Based on this information, management is in a better position to make
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intelligent decisions regarding these changes as they relate to the
employees and the organization.
Forecasting Human and Fiscal Needs.--When forecasting human and
fiscal needs, the forecaster requires certain data on which relevant deci¬
sions will be made. The forecaster must determine the number and charac¬
teristics of employees needed to meet organizational requirements. This
involves the utilization of current employees as well as recruits to fill
various positions. Job analysis identifies training and development needs,
what SKAs are needed to fill positions, and establishes performance stan¬
dards, etc. Job analysis data provide information which identify who to
hire, who to transfer, on what basts(es) to make such decision(s), at what
point to make decisions, and how manpower talents may be applied now as
well as in the future.
With the results of job analysis data and job evaluation, manage¬
ment is in a better position to forecast its human and fiscal needs through
an examination of its job hierarchy and the wages paid incumbents. Em¬
ployees' characteristics are known to management, thus, job analysis data
enables the identification of those employees with the potential for learn¬
ing other jobs, new technology, new techniques and new methods, and succes¬
sion to higher level positions.
Job evaluation determines the value of work and sets rates for
various skills. It measures the value of human resources. Job evaluation
enables human asset accounting as regards training, recruitment, skills,
experience, etc. Job analysis and job evaluation provide information
which enables management to translate its human needs into fiscal terms.
Performance Appraisals.--Performance appraisals link a job to a
set of standards regarding factors determined to be significant in the
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work. Based upon the job content, job requirements, and job context, one
can determine the criteria for assessing a worker's performance, develop
performance standards as well as performance indicators. The criteria
for performance appraisals must be job related. Job analysis identifies
what SKAs are needed to perform a job. Performance standards enable
management to: determine how well a worker is doing, identify employees
who are prepared for succession to greater responsibilities, point up
employees' strengths and weaknesses, provide a basis for merit increases
in pay, and establish a format for dialogue between employee and super¬
visor regarding the performance. Most importantly, performance appraisals
show management what a worker has done as well as what he/she should have
done.
The writer has discussed but a few of the many ways job analysis
aids an organization in the management of its human resources. Exhibit 7
illustrates other applications of job analysis to the human resources
management cycle. The discussion following shows how the job evaluation
function aids an organization in managing human resources.
Job evaluation facilitates pay standardization by: (1) arranging
positions into classes with similar levels of difficulty and responsi¬
bility, which makes possible the equating of classes of jobs with common
salary ranges; (2) providing a logical relationship between salaries paid
and services rendered; (3) providing protection against interference in
the determination of salaries; (4) providing the definition and descrip¬
tion of job duties, which outlines the responsibilities of each position;
(5) providing a systematic comparison of jobs to determine the relative
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Job evaluation facilitates improved productivity and efficiency
by: (1) providing performance standards which measure levels of perform¬
ance; (2) pointing up instances of duplication, overlapping and inconsis¬
tencies in work processes; (3) identifying routine duties and more demand¬
ing work, thereby reducing the need for higher skilled workers and creat¬
ing more opportunities for lesser skilled workers; (4) providing factual-
scientific bases for redesigning duties and work processes; and (5) pro¬
viding a pay schedule which outlines bases for translating needs for posi¬
tions into fiscal terms.
Job evaluation facilitates the staffing function by reducing
a variety of occupations/jobs into a smaller number of classes, thus
enabling the setting of qualification requirements, recruiting, examining,
and final selection and placement for whole classes of positions, instead
of a job-by-job approach. It is through job evaluation that management is
enabled to determine the worth of jobs. Through job evaluation, jobs are
compared and the results of the comparison enable management to justify
differences in rates of pay for the jobs. Job evaluation creates a job
hierachy which illustrates parity between job worth and compensation.
V. SUMMARY AND CONCLUSIONS
Summary
This paper examines a number of methods of gathering and using
information for job evaluation purposes. It describes how job analysis
information is obtained and used in order to provide information needed
for job evaluation. The paper defines job analysis and job evaluation
and shows the linkage between these two activities. The paper describes
several job evaluation techniques which have been employed to assist
organizations in the management of their human resources.
The paper describes several job analysis methods: (1) The Posi¬
tion Analysis Questionnaire, which analyzes jobs in light of: informa¬
tion input, mental processes, work output, job content, relationship with
others, and other job characteristics. The PAQ generates information
useful for employee selection, performance appraisals, grouping of jobs
into families, career development and training, job design and restruc¬
turing, and determining the similarity of jobs; (2) The Job Element
Method under which elements are examined such as SKAs, willingness, in¬
terest, and personal characteristics. It generates data useful in selec¬
tion, test development, performance appraisals, and training and develop¬
ment; (3) The Critical Incident Technique--the method focuses on the
behaviors related to successful/unsuccessful job performance. It gene¬
rates information useful for performance appraisals, development of
selection processes, and construction of tests; (4) The Functional Job
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Analysis—the method analyzes the nature of jobs in terms of people, data,
and things. It generates information which may be used for the identifica¬
tion of training needs; design of training curricula; job and career design;
assessing and restructuring tasks, jobs and work processes; and the develop¬
ment of selection and evaluation instruments; (4) The Department of Labor
Method--the method describes jobs in terms of people, data, and things. It
generates data useful for performance appraisals, recruitment and selection,
vocational counseling, identification of training needs; development of
training curricula, and development of work safety measures.
Organizations may ascribe rates of pay by using one of the job
evaluation methods outlined in this study. Following is a summary of the
methods examined.
Ranking—this method compares whole jobs based on their importance
to the organization. Ranking is simple and easy to understand, but does not
define differentials in rank; it does not have the "accuracy" of the points
systems. The method relies heavily on the judgment of raters for ranking
of jobs. The ranking procedure is highly subjective, and familiarity with
the job's incumbent or salary may influence the ranking. The fact that job
descriptions are used suggests that some sort of limited analysis occurs dur¬
ing assessment, but despite this analysis, raters find it difficult to dif¬
ferentiate between job requirements and the attributes of the worker.
Classification/Grading—1 ike ranking, this method is also relatively
simple and unsophisticated. Neither method makes pretense at so-called
"scientific accuracy," as with the points methods. With classification,
similar jobs are deemed to be worth similar amounts of money. Grading lacks
the benefit of proper job descriptions; for job evaluation purposes, it uses
one grade description to cover a variety of jobs. Like ranking, the
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differentials between grades/ranks are not defined. Since no factors are
used, the assessment is highly subjective. Grading can breed anomalies
in the sense that it is unlikely that all jobs within one grade are simi¬
lar enough to be paid the same. Much reliance is placed on the job's
title rather than its contents, so oftentimes the jobs are graded accord¬
ing to their titles rather than their contents.
Factor Comparison—jobs are evaluated by ranking them relative to
each other. The method is more difficult than ranking and classification
since job-related factors are considered. It goes a step beyond these
methods in that some analysis is involved. The method is more difficult
than ranking and classification but less complex than the "points methods."
It requires a great deal of work, which sometimes appears to be arbitrary.
Another difference between factor comparison and ranking and classification
is that this method not only shows how jobs are similar, it also shows the
differences between jobs and what those differences are worth.
Points Methods—these methods are more complex than ranking and
classification since several job-related factors and sub-factors are con¬
sidered. These methods determine relative differences between jobs.
Another difference is the quantitative-analytic nature of the methods,
which apply yardsticks to compare different types of jobs. The non-
quantitative methods are easier to apply than the points methods, thus
they are less costly. These methods are more flexible with respect to the
number of factors and sub-factors that may be used, and the number of
degrees in the points rating method.
Conclusion
The cost of salaries to an organization is an increasing percentage
of a total budget. Management is concerned about what it is paying for; it
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wants to know exactly where its expenditures are going. Job evaluation
is the chief contributor toward an understanding of the nature of these
expenditures. Job evaluation shows management where and how its expen¬
ditures are utilized. Through the job analysis function which breaks
jobs down into their component parts, and the job assessment function,
management sees how and where its expenditures are used in producing a
good or service.
There are several assumptions regarding job evaluation; among
these are: (1) work has a monetary value and that value is not neces¬
sarily the same as wages paid for the work; (2) it is worthwhile to find
out what work is worth; (3) similar jobs are of similar values and jobs
that are not similar are of different values; (41 certain human charac¬
teristics or qualities are required for successful job performance, (5)
that factors used in evaluation can be identified and quantified, and
(6) that information generated by job evaluation is useful to the
organization in a number of ways. The objective of management is to
confirm these assumptions and use the information generated.
There are several approaches to job analysis/evaluation. There
are limitations on what job analysis/evaluation can do. With job anal¬
ysis, as with job evaluation, no one method is accepted as best for all
purposes. Since the various job analysis methods generate different
data, one must choose a method which generates the information desired.
The job evaluation method utilized is influenced by organizational
leadership, organizational needs and/or constraints, the number of jobs
to be evaluated, the size of the organization or the assessment panel,
and whether there is previous experience in job evaluation.
All of the job analysis/evaluation methods examined have been
applauded as well as criticized. On job evaluation, Brian Livy says:
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Of course, there are problems. Few things in life are
perfect. Job evaluation, with all its imperfections,
exists as a major technique for determining pay because
it is the best system yet devised which incorporates
the concepts of logic, justice and equity, which can be
made acceptable to all parties, which incorporates a
high degree of flexibility, and which is capable of
modification and updating according to changing cir¬
cumstances.
The techniques examined have been used widely and success¬
fully. Whatever the method, it is based on some form of comparison—
either job-to-job, factor-to-factor, or against standards applied.
The methods vary in their degree of sophistication and means of making
distinctions between jobs. Job evaluators must strike a balance
between the advantages and disadvantages and the limitations of the
methods used, as well as organizational needs.
41
Bryan Livy, Job Evaluation: A Critical Review, p. 157.
BIBLIOGRAPHY
Beliak, Alvin 0. "Specific Job Evaluation Systems; The Hay Guide Chart-
Profile Method," Handbook on Wage and Salary Administration, 2nd.
ed., Milton L. Rock, ed. New York: McGraw-Hi1l, 1^84.
Bemis, Stephen E.; Ann Holt Belenky; and Dee Ann Soder, Job Analysis:
An Effective Management Tool. Washington, D.C.: The Bureau of
National Affairs, Inc., 1983.
Benge, Eugene J. "Using Factor Methods to Measure Jobs," Handbook on
Wage and Salary Administration, 2nd ed., Milton L. Rock, ed.
New York: McGraw-Hill, 1984.
Chruden, Herbert and Sherman, Arthur W., Jr. Personnel Management, 3rd
ed. Cincinnati: South.-Wes tern Publishing Co., 1968.
Coleman, Charles. Personnel; An Open Systems Approach. Cambridge, Mass.:
Winthrop Publishers, inc., ly/y.
Dresang, Dennis L. Public Personnel Management and Public Policy. Boston:
Little, Brown and Co., 1984.
Famularo, Joseph L., ed. Handbook of Modern Personnel Administration. New
York: McGraw-Hill, 1972.
Henderson, Richard I. Compensation Management: Rewarding Performance,
4th ed. Reston, VA: Reston Publishing Co., 1985.
Klinger, Donald E. and Nalbandian, John. Public Personnel Management:
Contexts and Cases, 2nd ed. Englewood Cliffs, N.J.: Prentice-Hall,
^
Lee, Robert D. Public Personnel Systems. Baltimore: University Park Press,
1979.
Livy, Bryan. Job Evaluation: A Critical Review. London: George Allen and
Unwin Ltd., '1975.
Manpower Administration, Task Analysis Inventories: A Method for Collect-
ihg Job Information. Washington, D.C.: U.S. Department of Labor,
T57I: ^
McConony S. and Gauschewietz, B. "Trends in Job Evaluation Practices of
State Personnel Systems, 1981 Findings," Public Personnel Manage¬
ment 12 (Spring 1983):l-2.
48
49
McCormick, Ernest J. Job Analysis: Methods and Application. New York:
AMACOM, 1979.
Mathys, Robert L. and Jackson, John H. Personnel: Human Resource Manage¬
ment, 4th ed. St. Paul, MN: West l^ublishing, 1985.
Morris, J. Walker. Principles and Practices of Job Evaluation. London:
Heinemann, 1973.
Paterson, T. T. Job Evaluation: A Manual for the Paterson Method, Vol. II.
London: business Books Ltd.,, 1978.
. Job Evaluation: A New Method, Vol I. London: Business Books,
^1977:
Pignors, Paul and Myers, Charles. Personnel Administration: A Point of
View and a Method, 8th ed. New York: McGraw-Hill, 1977.
Prien, Erich P. and Ronal, William W. “Job Analysis: A Review of Research
Findings," Personnel Psychology, Vol. 24 (1971):371-396.
Schuler, Randall S. Effective Personnel Management. St. Paul, MN: West
Publishing Co., 1983.
Shils, Edward B. "A Perspective on Job Measurement," Handbook on Wage and
Salary Administration, 2nd ed., Milton L. Rock, ed. New York: ^
McGraw-Hill, 1984.
Siegel, Gilbert and Myrtle, Robert. Public Personnel Administration: Con¬
cepts and Practices. Boston: Hougliton-^lifflin, 1585.
Stahl, 0. Glenn. Public Personnel Administration, 8th ed. New York: Harper
and Row, T5S3T
. Public Personnel Administration, 6th ed. New York: Harper and Row,
^19Tr
Suskin, Harold. Job Evaluation and Pay Administration in the Public Sector.
Chicago: IpMA, 1977.
U.S. Civil Service Commission. Final Report of the Job Evaluation and Pay
Review Task Force, Vols. I and II. Washington, D.C.: 1972.
Wilson, Michael. Job Analysis for Human Resources Management: A Review of
Selected Research and Development,_A Final Repdrt. Washington, D.C.:
Manpower Management Institute, 1^74.
Yoder, Dale. Personnel Management and Industrial Relations, 6th ed. Engle¬
wood Cliffs, N.J.: Prentice-Hall, 1970.
